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AIR  WAR  COLLEGE  RESEARCH  REPORT  ABSTRACT 

TITLE:  Psychological  Typo:  An  Assessment  end  Applications 

for  Senior  Air  Force  Leadership 

AUTHOR:  Samuel  F.  Hatfield,  Jr.,  Colonel,  USAF 

'"'^^The  understanding  and  knowledge  of  psychological 

type  as  determined  by  the  Myers-Briggs  Type  Indicator  (MBTI) 

Is  an  important  tool  for  command  and  leadership  In  the 

military.  After  reviewing  the  theory  of  psychological  type, 

the  results  of  the  MBTI  for  the  Air  War  College  (AWC) 

classes  of  1987  and  1988  were  analyzed  and  assessed  to 

determine  Implications  for  future  senior  Air  Force 

leadership.  The  ideal  traits  desired  of  the  top  leaders  of 

organizations  were  examined.  It  was  discovered  that  the 

predominant  psychological  types  at  the  AWC  were  more  likely 

to  establish  an  organization  which  was  less  apt  to  have  the 

ability  to  manage  change  or  to  take  the  necessary  risks 

required  In  the  rapidly  changing,  complex  environment  of 

future  warfare.  One  solution  Is  to  have  more  Innovative, 

Intuitive  leaders  who  are  more  creative  and  adaptive  to 

these  requirements.  To  foster  this  Ideal  leadership,  the 

proper  organizational  culture  must  be  established  for  future 

success.  Four  applications  of  the  MBTI  are  proposed  to 

Improve  the  effectiveness  of  Air  Force  organizations  by 

developing  the  leadership  to  modify  the  culture.  f^DcO  ^ 
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THEORY  OF  PSYCHOLOGICAL  TYPE 
Introduction 

Tho  uudorstnndiog  nnd  knowlodge  of  pnychologicnl 
type  ns  dotorninod  by  tho  Myors-Brigga  Typo  Indicator  (MBTI) 
Is  on  loportant  tool  for  offoctlro  loodorshlp  and  coamond  In 
tho  military.  With  the  coaploxlty  and  high  technology  of 
future  warfare,  there  Is  a  need  for  leaders  to  be  innovative 
and  creative  to  adapt  to  changing  situations  and  release  the 
human  potential  of  followers.  This  paper  will  analyse  the 
MBTI  and  the  predominant  psychological  types  of  senior 
officers  attending  the  Air  War  College  (AWC)  and  assess  the 
implications  for  future  Air  Force  senior  leadership.  It 
will  examine  the  ideal  traits  desired  of  top  leaders  of 
organizations  and  how  they  may  differ  from  the 
characteristics  possessed  by  these  predominant  types  of 
leaders  at  the  AWC.  It  will  then  discuss  the  organizational 
culture  of  the  Air  Force  and  the  creation  of  the  proper 
organizational  culture  as  the  key  to  fostering  the  ideal 
leadership  required  for  future  success.  The  paper  will 
conclude  -  ith  proposed  applications  of  how  psychological 
type  (MBTI)  can  be  used  in  all  phases  of  career  management 
to  improve  the  effectiveness  of  Air  Force  organizations  by 
developing  the  leadership  to  establish  an  innovative 
culture . 
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MBTI 


The  MBTI  is  beeed  on  the  theory  of  peychologicel 
type  eepouaed  by  Swlaa  paychologiat  Carl  Jung  In  1921  end 
wea  developed  by  the  aother-deughter  teem  of  Katherine 
Brigga  end  laebell  Brigga  Myera  be*‘lnnlng  In  the  1940a.  The 
MBTI  aeaaurea  preferencea  on  perception,  judgaent, 
intereata,  veluea,  needa,  end  aotlvetlon.  Theae  preferences 
ere  quantified  on  four  preference  acelea:  Extraversion  (E) 
or  Introversion  (I),  Sensing  (S)  or  Intuition  (N),  Thinking 
(T)  or  Feeling  (F),  and  Perception  (P)  or  Judging  (J). 

(22:2)  These  preferences  can  be  suaaarixed  as  follows: 

Extroverts  are  oriented  toward  the  outer  world  of 
people  and  things,  introverts  toward  the  inner  world  of 
ideas  and  feelings.  Sensing  types  sniff  out  detail, 
while  intuitive  souls  prefer  to  focus  on  the  big 
picture.  Thinkers  want  to  decide  things  logically  and 
objectively;  feelers  base  their  decision  on  more 
subjective  grounds.  Perceiving  types  tend  to  be 
flexible  and  to  seek  more  information,  while  the  judging 
sort  want  to  get  things  settled.  (19:74) 

The  frequency  of  the  four  preference  scales  can  be 
estimated  for  the  general  population:  E  (75K)  versus  I 
(2SZ):  S  (75Z)  versus  N  (25Z);  T  (50Z)  versus  F  (SOX);  and  J 
(SOZ)  versus  P  (50Z).  (8:25)  From  the  combinations  of 

these  four  preferences,  16  possible  personality  types  can  be 
established.  They  are  outlined  in  the  Type  Table  in 
Table  1. 
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CHARACrtAMTlCS  mtOUINTLY  ASSOCIATtO  WITH  UCH  TYPI 
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kACAAAA  tkAA  AA|AV  tkA  klAAMt 
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kkyAiAAt  AktMAnkinkA. 

OniAt,  MAAtyAk,  MpAMAnAl. 

PR^wB  ^RB^P^BBPBf  BY 
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ky  tkAk  AHjoytAMt  UkA  HAAttA 

AM  mckiM  HAAfA.  KnAAiAiMrA 

AAt^t^J  ^tA  AA^C 

Cli^e 

W<M  lAIAtWAIH  klAAllAA.  *IA  kAAt 

W  AitUAkAAA  IkAt  aaM  IAaM 

CAAMAAA  AAAAA  AAk  HtACkCAl 

AkHM  AaHi  HAAktA  AA  ANR  AA 

AAtk  IkaAAA. 
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cynniAkL  tnHAniAAA.  ttnAAinAtwA. 

AAM  M  kA  AknAtt  AnyHnnf  H«« 
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Source  (20:7-8) 
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To  furthor  oxploln  tho  tjpo  thoory,  tho  way  poopXo 
prtfor  to  ttso  thoir  aontol  procoaaos  con  bo  divldod  Into 
porcoptlon  ond  Jadgaont.  PorcoptXon  lo  tho  procooa  by  which 
o  poroon  bocoaoo  oworo  of  chlngOt  pooplo.  ovonta*  ond  Idooa. 
Jttdgaont  Inclttdoa  tho  procoao  by  which  pooplo  aoko  doclalona 
obottt  whot  la  porcolvod.  (15sl05)  Two  difforont  woya  of 
porcolving  oro  through  aonaing  (S)  wharo  you  bocono  oworo 
through  tho  five  aonaoa.  ond  Intuition  (N)  whom  you  bocono 
oworo  of  Idoaa  through  tho  unconacloua  In  hunches. 

Llkowlao,  two  difforont  woya  of  Judging  ore  by  thinking  (T) 
whore  a  logical  analytical  procoas  la  used,  and  by  fooling 
(F)  whore  o  aoro  personal  *  subjective  approach  la  used. 
(15:105) 

To  furthor  understand  the  dynamics  of  type*  It  is 
Inportant  to  recognize  the  priorities  and  direction  of  each 
of  the  four  preferences.  Each  type  has  a  preferred 
perceiving  function  which  will  be  either  sensing  or 
intuition  (S  or  N)  ond  a  preferred  Judging  function  which 
will  be  either  thinking  or  feeling  (T  or  F).  (28:2)  Among 

these  preferences,  one  is  dominant  or  is  the  favorite 
approach,  and  one  is  auxiliary  or  is  the  second  choice. 

This  dominant  and  auxiliary  function  forms  the  core  of  the 
psychological  type.  (6:26)  The  third  function  of  type  is 
the  opposite  of  the  auxiliary,  while  the  fourth  is  the 
opposite  of  the  dominant  function.  (6:26)  In  summary,  the 


doalnant  fttnction  r«pr«a«nta  tha  approach  ona  raliaa  upon 
■oat,  whila  tha  fourth  ia  Inferior  or  laaat  davalopad. 

Table  2  llata  tha  priority  of  tha  functlona  for  each  of  tha 
16  typaa. 

Tha  atrangth  of  an  Indlvlaual'a  prafaranca  for  each 
of  tha  four  functlona  of  the  type  la  Indicated  by  tha  acoraa 
froB  anawarlng  quaatlona  on  tha  MBTI.  Table  3  ia  a  Report 
Fora  for  the  HBTI.  The  higher  the  number  la  for  each 
preference  means  the  stronger  and  more  consistent  that 
preference  is  over  Its  opposite  function.  However,  the 
score  itself  does  not  indicate  how  developed  the  function  is 
or  the  skill  with  which  the  individual  uses  the  function. 
(28:16)  Finally,  it  should  be  noted  that  the  maximum  scores 
for  the  four  functions  are  not  uniform.  The  following  are 
the  maximum  scores  for  the  four  functions:  sensing  is  67, 
intuition  is  51,  thinking  is  65,  and  feeling  is  43  for  women 
and  37  for  men.  (28:16)  The  significance  of  these  scores 
on  the  MBTI  means  that  differences  exist  within  type  based 
on  the  strength  of  each  individual's  preferences.  However, 
the  descriptions  of  each  type  can  be  used  as  a  general  guide 
to  the  way  a  person  perceives  a  situation  and  makes 
judgments  on  a  course  of  action. 


TABLE  2 


Priorities  and  Direction  of 
Functions  In  Each  Type 
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TABLE  3 
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Tempefament 


Using  the  theory  of  psychological  type  from  Jung  and 
Myers  •  David  Klersey  and  Marilyn  Bates  developed  the  concept 
of  temperament  which  uses  the  type  descriptions  as 
predictors  of  behavior.  Klersey  and  Bates  said,  "By  knowing 
a  person's  type,  we  can  anticipate  rather  accurately  what  he 
will  do  most  of  the  time.”  (8:27) 

To  understand  the  behavior  of  people  as  exhibited  by 
their  preferences,  they  identified  four  temperaments  which 
are  SJ,  SP,  NF,  and  NT.  (8:30)  These  temperaments  can  be 
defined  as  "that  which  places  a  signature  or  thumbprint  on 
each  of  one's  actions,  making  It  recognizably  one's  own.” 
(8:27)  It  can  also  be  looked  at  as  the  leadership  style  of 
an  Individual . 

The  SJ  leaders  are  the  traditionalists,  stabilizers, 
and  consolidators.  (8:138)  They  include  the  ESTJ,  ISTJ, 
ESFJ,  and  ISFJ  types.  SJ's  comprise  rpughly  38  percent  of 
the  population.  (8:39)  They  have  a  hunger  for  belonging 
and  for  contributing.  Their  focus  is  on  the  hierarchy  of 
the  organization,  and  their  values  are  caution,  carefulness, 
and  accuracy  of  work.  Their  pitfalls  as  managers  include 
being  Impatient  when  projects  get  delayed,  deciding  Issues 
too  quickly,  being  overly  concerned  with  dire  happenings, 
and  believing  hard  and  long  work  Is  the  way  to  success. 


8 


(7:14)  The  SJe'  unique  contribution  is  to  lend  stability 
and  confidence.  (8:}S2) 

The  SP  leaders  are  the  troubleshooters,  negotiators, 
and  firefighters.  (7:15)  They  Include  the  ESTP,  ISTP, 

ESFP,  and  ISFP  types.  SPs,  like  the  SJs ,  comprise  about  38 
percent  of  ths  population.  (8:39)  Their  primary  hunger  is 
for  freedom,  spontaneity,  and  action.  Their  focus  Is  cn  the 
expedient  needs  of  the  organization,  and  their  values 
Include  flexibility,  change,  taking  risks,  and  action. 

Their  pitfalls  as  managers  are  they  are  hard  to  predict, 
become  impatient  with  theory  and  abstraction,  shoot  from  the 
hip,  and  Ignore  the  past  and  its  implications  for  the 
future.  (7:15)  The  SPs  make  excellent  problem  solvers  and 
lend  excitement.  (8:152) 

The  NT  leaders  are  visionary,  architects  of  systems, 
and  builders,  (7:17)  They  include  the  ENTJ,  INTJ,  ENTP, 
and  INTP  types.  NTs  only  make  up  about  12  percent  of  the 
population.  (8:47)  Their  primary  hunger  is  for  competency 
and  knowledge.  Their  focus  is  on  the  mission  and  systems  of 
the  organization,  and  their  values  are  competence, 
intelligence,  complexity,  and  principles.  Their  pitfalls  as 
managers  Include  great  strengths  and  great  weaknesses,  lack 
of  execution  after  the  design  phase,  tendency  to  escalate 
standards,  and  being  impatient  with  human  concerns.  (7:17) 
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The  unique  contribution  of  the  NTs  is  to  provide  vision  end 
theoretical  models  for  change.  (8:152) 

The  NF  leaders  are  catalysts,  spokespersons,  and 
energizers.  (7:16)  They  Include  the  ENFJ,  INFJ,  ENFP,  and 
INFP  types.  NFs,  like  the  NTs,  also  comprise  about  12 
percent  of  the  population.  (8:60)  Their  primary  hunger  is 
for  a  search  for  self,  for  identity,  for  meaning,  and  for 
authenticity.  Their  focus  is  on  the  growth  needs  of  the 
organization,  and  their  values  are  autonomy,  cooperation, 
harmony,  and  self-determination.  Their  pitfalls  as  managers 
Include  sweeping  problems  under  the  rug,  playing  favorites, 
placing  others*  priorities  before  their  own,  and  being  too 
anxious  to  please.  (7:16)  The  unique  contribution  of  the 
NF  is  to  lubricate  the  interpersonal  operations  of  the 
organization  and  to  predict  the  social  consequences  of  the 
NT's  theoretical  models.  (8:153)  Table  4  outlines  the 
major  facets  of  the  temperaments  of  each  of  the  four 
leadership  styles. 
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LEADERSHIP  STYLES 
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CHAPTER  II 


ANALYSIS  OF  PSYCHOLOGICAL  TYPE 
AnalTsls 

The  MBTI  questionnaire  has  been  administered  to  the 
last  two  classes  of  the  AWC  in  1987  and  1988.  The  results 
of  both  classes  have  been  quite  consistent.  The  predominant 
psychological  types  of  the  senior  officers  attending  are  the 
ISTJs  (29  percent)  and  ESTJs  (23  percent)  which  comprise 
over  half  of  the  officers.  The  next  largest  types  are  the 
ENTJs  at  11-12  percent  and  the  INTJs  at  8-9  percent.  The 
ENTPs ,  CO  isting  of  6-7.5  percent,  is  the  largest 
perceptive  type,  while  the  ESFJs,  the  largest  feeling  type, 
ranged  from  3-5  percent.  Tables  5  and  6  break  down  the 
results  by  the  16  different  categories  in  the  type  tables. 

Although  there  are  significant  differences  within 
types  based  on  the  strength  and  exercise  of  the  individual 
preferences,  the  MBTI  provides  characteristics  of  each  type 
which  can  be  used  as  a  general  guide.  (22:55)  The  ISTJ  is 
a  traditionalist  who  is  dependable,  resourceful,  detailed, 
faithful  to  duty,  ritualistic,  and  doesn't  take  chances. 
(8:190-191)  The  ESTJ  is  an  organizer  who  likes  rules  and 
procedures,  is  realistic,  is  loyal  to  his  institution,  and 
cannot  understand  those  who  wish  to  radically  change  it. 
(8:189) 
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My*r$>Briggt  Typ»  Indicator 


TABLE  5 
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My»it>Bri99*  T/p«  Indicator 
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The  primary  laadarship  styla  of  tha  pradomlnant 
typaa  at  tha  AWC  is  SJ  (Sanaing  Judging).  They  raprasant  60 
parcant  coaparad  to  38  percent  in  tha  general  populatio.t. 
This  styla  is  charactariaad  overall  by  being  stabliaers  and 
traditionalists  who  have  a  hunger  for  belonging  and 
contributing.  Their  strengths  are  that  they  are  super 
dependaole,  decisive  decision  nakars,  understand  the  values 
of  the  organization  and  try  to  conserve  them,  want 
organizations  run  on  solid  facts,  and  like  well  planned 
activities.  (10:1)  Their  wea!;neases  are  that  they  are 
perfection  seekers,  not  as  responsive  to  change — especially 
in  times  of  rapid  change —  and  are  overconcerned  with  the 
possibility  of  things  going  wrong.  (10:1-2) 

As  part  of  the  management  team,  SJs  contribute  a 
smooth  running  syste/i  by  establishing  efficient  policies  and 
procedures.  They  are  excellent  organizers  and  are 
resourceful.  In  working  with  people,  they  are  factual  and 
realistic.  (10:2)  Major  pitfalls  are  that  they  are  rigid, 
over  stress  details,  concentrate  on  the  negative  not  the 
positive,  and  are  upward  accountable  to  the  views  of  their 
boss  or  the  system.  (13:1) 

Assessment 

Overall,  in  assessing  the  ISTJs  and  ESTJs,  they  are 
good  organizers  and  take-charge  leaders  who  provide  an 
efficient  and  orderly  system.  However,  certain  weaknesses 
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of  thooo  tjpoo  proaent  laplicationa  for  futuro  loadarahlp  of 
tha  Air  Forco  la  both  coaaand  and  ataff  poattlona  during 
paaeatlac  and  during  coabat  in  tha  rapidly  changing 
onvlronaont  of  future  warfare. 

The  aoat  certain  aapect  of  the  future  la  change. 
According  to  Alvin  Toffler  in  Future  Shock,  change  la  a 
aocletal  dlaeaae  that  ia  rapidly  accelerating.  (30:2)  The 
ef fectiveneaa  of  the  Air  Force  in  the  future  any  depend  upon 
the  ability  to  cope  with  theae  future  changea.  However,  two 
of  the  aajor  weakneaaea  of  the  ISTJa  and  ESTJa  are  a 
resistance  to  change  and  risk  aversion.  These  two 
characteristics  nay  preclude  being  Innovative  to  adapt  to 
the  changing  environaent.  This  is  reinforced  by  the  fact 
that  froa  exanining  Table  2,  intuition  is  the  Inferior  or 
last  preference  of  the  ISTJs  and  the  tertiary  preference  of 
the  ESTJs.  Therefore,  unless  the  intuition  ability  has  been 
developed  by  the  leader,  the  Inplications  are  that  the  ISTJ 
and  ESTJ  will  tend  not  to  see  the  need  for  new  ideas  and 
change  accordingly. 

As  traditionalists,  these  leaders  encourage 
conforalty  and  the  ways  of  the  past.  By  being  sensers,  they 
roly  upon  facts  that  can  be  seen,  heard,  and  felt.  They 
Judge  or  make  decisions  by  thinking  using  logical, 
analytical  reasoning.  They  create  an  organizational  culture 
which  tends  to  "attract  and  retain  linear  and  sequential 
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thinkers  who  rollah  cortalnty  •&<!  conforait/*”  (16:16)  In 
•n  onvironaont  of  rapid,  continuoua  changa  to  aaat  tha 
challanga  In  aodarn  varfara,  wa  naad  craatl^a  thinkars  who 
can  aanaa  intuitlTaly.  Rowavar,  tha  population  of 
Intttltlvas  at  tha  AVC  rapraaanta  only  32-34  parcant  which  ia 
about  half  of  tha  aanaing  ty^aa  at  66-68  parcant.  Carl  B. 
Rogara,  a  notad  paychologiat ,  aaid: 

...  in  a  tiaa  whan  knowladga,  conatructiwa  and 
daatructiva,  ia  advancing  by  tha  aoat  incradlbla  leaps 
and  bounds  into  a  fantastic  atoalc  aga,  .  .  .  ganuinaly 
craativa  adaption  aaaas  to  raprasant  tha  only 
possibility  that  aan  can  kaap  abraaat  of  tha 
kalaidoacoplc  changa  in  hia  world.  (16:16) 

Tha  naxt  section  will  axaalna  tha  Idaal  traits 
daairad  of  top  laadars  of  organisations  and  see  how  they  aay 
differ  from  tha  charactaristics  possessed  by  the  predominant 
type  of  senior  officers  at  tha  AWC. 
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CHAPTER  III 

PSTCHOLOQICAL  TYPE  AMD  SENIOR  LEADERSHIP 
In  todn7*a  coaplax  tachnological,  changing  world » 
tha  rola  of  tha  allltarp  laadar  haa  axpandad  and  bacoaa  aora 
daaandlng.  During  eoabat,  tha  contllct  apactrua  rangaa  froa 
low  intanalty  conflict  to  atrataglc  nuclaar  war.  During 
paacatlaOt  tha  coapatltlon  for  raaourcaa  for  auatalnabllltj » 
raadlnaaai  and  aodarnlaatlon  of  tha  force  Is  assantlal. 

There  la  a  need  for  both  warrlor-laadara  and  aanagar-laadara 
to  aaat  these  challenges.  Warrlor-laadara  are  needed  to 
fight  and  win  wars,  and  aanagar-loadara  are  needed  to  create 
and  aalntaln  tha  force.  (3A:S2) 

Warrior-Leaders 

Field  Manual  100-5,  Operations,  which  outlines  the 
doctrine  for  the  Aray's  AlrLand  Battle  states,  "The  most 
essential  eleaent  of  coabat  power  is  coapetent  and  confident 
leadership.  Leadership  provides  purpose,  direction,  and 
aotlvation  in  coabat."  (33:13)  In  order  for  this  doctrine 
to  succeed  requires  coordinated  aisslon  support  froa  the  Air 
Force  coaponent  of  the  Joint  operation.  AFN  1-1,  Basic 
Aerospace  Doctrine  of  the  United  States  Air  Force,  says  "how 
aen  use  aachlnes  in  the  coabat  envlronaent,  and  the  spirit 
of  leadership  that  guides  that  use,  spell  victory  or 
defeat."  (32:2-4) 
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Th*  US  ktmj  CoMftiid  and  Ganaral  Staff  Collaga 
coapilad  tha  following  Hat  of  eharactariotlea  tha  optiana 
laadar  aust  poaaaaa  for  Airland  Battla:  Inltiatlva, 
anthaalaant  ttchnlcal  and  tactical  coapatanca,  willingnaaa 
to  taka  rlaka,  Intagrity,  taaa  playar  and  ability  to 
coaaunicata  claarly.  (3:58)  Thaaa  saaa  traits  ara 
aaaantial  for  laadar s  of  tha  Air  Forca  to  aaat  tha  changing, 
dynaaic  natura  of  futura  warfara.  Two  of  thasa  traits  are 
laportant  bacauaa  thay  vara  vaaknaasas  of  the  BSTJ  and  ISTJ 
pradoninant  AWC  officers.  The  first  vaaknass  is  bacauaa  of 
a  resistance  to  change,  they  lack  tha  initiative  or  tha 
ability  to  be  creative  and  flexible  to  taka  advantage  of 
rapidly  changing  situations;  the  second  weakness  is  less 
willingness  to  take  risks  or  to  do  the  right  thing  rather 
than  the  expedient.  When  these  two  weaknesses  are  combined, 
they  could  be  major  drawbacks  for  future  Air  Force  mission 
accomplishment . 

Manager-Leaders 

Roy  Rowan,  author  of  the  Intuitive  Manager,  lists 
the  attributes  of  the  creative  leader  most  corporations 
seek.  They  are  farseelng,  introspective,  iapresslonable, 
independent,  decisive,  practical,  upbeat,  lucky,  and 
flexible.  (26:170-171)  He  says  that  leaders  aust  be 
transformational  barrier  breakers  and  not  transactional 
managers  who  are  caretakers  and  keep  their  organizations 
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going  smoothly.  (26:170)  Most  organisations  want  visionary 
leaders  to  inspire  belief  in  the  future.  Rowan  feels  that 
the  future  leaders  must  be  more  entrepreneurial,  bigger 
risk-takers,  and  more  highly  Intuitive.  (26:184)  Although 
the  ISTJs  and  ESTJs,  which  represent  the  predominant  types 
of  senior  officers  at  the  AWC,  possess  the  characteristics 
of  introspective,  independent,  decisive,  and  practical,  they 
tend  to  be  less  farseeing,  impressionable,  upbeat,  and 
flexible.  The  adaptable  Innovators,  as  represented  by  the 
perceptive,  intuitive  types  of  INTP  and  ENTP,  make  up  only  8 
percent  of  the  population. 

In  a  survey  by  Fortune  magazine,  a  group  of 
executi’.ve  recruiters  listed  the  key  characteristics  of 
candidates  for  potential  chief  executive  officers  (CEOs). 
Some  of  these  required  attributes  are  that  the  top  leader 
rust  be  action-oriented,  has  to  have  effectively  managed 
change,  possess  the  ability  to  build  a  sense  of  shared 
values,  and  have  the  vision  of  where  the  organization  should 
be  going.  (24:18) 

An  international  management  consultant  firm  stated 
that  the  principal  role  of  the  CEO  in  a  corporate  setting  is 
to  provide  leadership  to  set  objectives  and  allocate 
resources  to  meet  the  goals.  (4:24)  The  military  commander 
a.-d  leader  plays  this  same  role  in  the  military 
organization.  However,  the  environment  today  is  more 
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complex  and  requires  quicker  decision  making  than  in  the 
past.  A  true  leader  is  alert  to  risks  and  is  ready  to  react 
swiftly.  (4:24) 

Ideal  Leaders 

To  be  successful  leaders  in  the  demanding 
environment  of  today  and  the  more  complex  environment  of 
tomorrow,  the  ideal  leader  should  possess  the  following 
eight  personal  characteristics: 

1.  The  ability  to  focus  attention — dedicated  to  a 
vision,  communicate  the  vision,  create  commitment, 
and  effect  the  necessary  change. 

2.  Emphasis  on  simple  values — articulate  basic  values 
to  provide  a  framework  for  decision  making,  provide 
guidance  to  the  organization,  and  Insure  everyone 
plays  a  part  In  the  overall  success. 

3.  Stays  In  touch  with  people — not  aloof  and  remote. 

4.  Avoids  pseudoprofesslonallsm — applies  long-term 
planning  not  short-term  fads. 

5.  Manages  change — makes  the  vision  happen  by  building 
organizational  support  and  dealing  with  risk. 

6.  Selects  people — identifies  and  retains  talented 
subordinates . 

7.  Avoids  do-lt-alllsm — pays  attention  to  a  few  key 
Indicators,  spots  potential  problems  early,  and 


21 


selects  future  oriented  leaders  to  manage  to  the 
vision. 

8.  Faces  up  to  failure — recognizes  setbacks  and  accepts 
blame  for  failure,  but  knows  when  to  get  out  of 
marginal  situations  and  develops  a  long-term  merit- 
driven  organization.  (4:24-25) 

Assessment 

In  assessing  the  predominant  ISTJ  and  ESTJ  types  of 
AWC  officers,  although  capable  of  possessing  most  of  the 
ideal  characteristics,  two  traits  show  potential  drawbacks. 
The  first  Is  the  ability  to  focus  attention  on  a  vision,  and 
the  second  Is  managing  change  by  dealing  with  risk.  These 
characteristics  would  be  more  prevalent  in  the  NT  type  of 
leader.  However,  this  type  Is  representative  In  only  about 
29  percent  of  the  officers. 

Jung's  research  Indicates  that  those  skilled  In  the 
use  of  Intuition  have  declslon-maklng  skills  not  normally 
possessed  by  others.  (1:6)  Intuitive  managers  can  see  new 
possibilities  In  any  situation.  They  have  a  vision  of  the 
future  and  are  better  able  to  move  their  organizations  In 
response  to  change.  They  can  generate  new  Ideas  and  provide 
creative  solutions  to  old  problems.  Usually,  this  type 
functions  best  In  rapidly  changing  environments.  (1:6) 

There  Is  evidence  that  different  skills  and 
abilities  of  leadership  are  required  at  different  levels. 
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Norm  Dixon  in  On  the  PsYcholottV  of  Military  Incompetence 
pointed  out  the  failure  to  recognize  the  changing 
requirements  for  leadership  at  different  levels  can  have 
unfortunate  consequences.  (34:53)  This  dif f erent-skills- 
at-dif ferent-levels  concept  may  be  recognized  by  the  Air 
Force  in  selection  for  general  officer.  In  analyzing  MBTI 
data  on  13  Air  Force  generals,  the  mix  of  sensers  versus 
Intultlves  was  seven  to  six  and  the  leadership  styles  were 
six  SJs  versus  five  NTs  with  one  each  NF  and  SP  represented. 
(11:1)  Although  this  xs  a  relatively  small  sample,  the 
implications  for  Air  Force  senior  leadership  to  be 
Innovative  and  adapt  to  change  may  be  offset  at  the  higher 
ranks  by  selection  of  more  intuitive  officers. 

The  next  section  will  examine  the  Air  Force 
organizational  culture  and  discuss  the  creation  of  the 
proper  organizational  culture  as  the  key  to  foster  the  ideal 
leadership  required  for  future  success. 
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CHAPTER  IV 


PSYCHOLOGICAL  TYPE  AND  ORGANIZATIONAL  CULTURE 
A  view  sometimes  asserted  by  members  of  the  public 
Is  of  a  negative  picture  of  the  military.  The  military  mind 
Is  sometimes  characterized  by  "unconventional  thinking*  lack 
of  Imagination,  unwillingness  to  challenge  accepted 
doctrine*  excessive  caution*  professional  pessimism* 
narrowness  of  outlook*  and  subservience  to  views  of  higher 
authority.”  (17:39)  Discipline*  conformity,  teamwork, 
tenacity*  and  loyalty  are  required  elements  of  an  effective 
military  organization.  However*  the  successful  pursuit  of 
modern  air  warfare  also  requires  another  essential 
ingredient  to  meet  the  uncertainty  and  changes  of  the 
future:  innovation.  (17:42)  As  a  complement  to  the  normal 

military  virtues,  the  powers  of  innovation  associated  with 
Independence  of  thought.  Individuality,  Imagination,  and 
initiative  are  also  essential  in  a  successful  military 
environment.  (17:42)  This  is  necessary  because  in  the 
Clausewltzlan  concept  of  the  fog  and  friction  of  war,  the 
leader  must  rely  on  his  own  resourcefulness.  Ingenuity, 
flexibility*  Initiative,  and  common  sense.  (17:41) 
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Air  Force  Organizational  Culture 


Based  on  the  analysis  of  the  psychological  types  of 
the  AVC  classes  which  were  predominantly  ISTJ  and  ESTJ,  the 
organisational  culture  of  the  Air  Force  can  be  categorised 
as  SJ  or  sensing  Judging.  This  leadership  style  comprised 
about  60  percent  of  the  officers.  Assuming  that  these 
officers  will  be  the  senior  leaders  of  the  Air  Force,  the 
organisational  emphasis,  values,  and  goals  can  be  predicted. 

SJ  organisations  emphasise  specific  factual  details 
that  can  be  processed  by  the  senses.  They  make  decisions  on 
these  facts  by  Impersonal  analysis  because  they  judge  by 
using  thinking  with  Its  analytical  process  of  reasoning. 
(20:3)  Being  stabilisers,  they  stress  physical  features  of 
the  work  environment,  and  they  like  control  and  certainty 
with  Jobs  specifically  defined.  (7:28a)  Because  feeling  Is 
one  of  their  least  developed  functions,  they  emphasize  work 
roles  rather  than  the  worker.  Their  temperament  as 
traditionalists  drives  them  to  focus  on  organizational  goals 
and  accountability  to  the  hierarchy.  (7:28a)  SJ 
organizations  value  tough-minded  people  who  can  get  others 
to  do  the  Job.  and  they  set  goals  that  are  realistic  down- 
to-earth.  and  economical.  (7:28a) 

An  SJ  organization  has  a  tendency  to  resist  change. 
As  stabilizers  and  traditionalists,  they  like  to  do  things 
the  way  they  were  previously  done.  (8:139)  They  tend  to 
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focus  on  procsdursl  BSttora  and  ways  of  doing  things.  Thoy 
also  like  tha  sacurlty  providad  by  clearly  defined  lines  of 
authority.  (8:154)  SJs  are  likely  to  use  their  authority 
to  conserve  and  perpetuate  the  institution  which  they  serve. 
(8:43) 

Analysing  the  NBTI  results  in  Tables  5  and  6,  the 
Air  Force  culture  differs  radically  from  the  distributions 
in  the  general  population  except  for  SN  where  their  67 
percent  to  33  percent  average  approximates  the  75  percent  to 
25  percent  population  frequency.  The  culture  is  heavily  TJ 
oriented.  Whereas  the  general  population  is  50  percent  to 
50  percent  on  the  TF  and  JP  preferences,  the  AWC  averaged  88 
percent  to  12  percent  on  TF  and  82  percent  to  18  percent  on 
JP.  The  Implications  are  twofold.  First,  as  thinkers, 
decisions  are  made  Impersonally  and  sometimes  without 
sufficient  attention  to  people's  feelings.  Second,  as 
judgers,  they  like  to  get  things  settled  and  closed. 

Looking  at  the  distribution  of  temperaments,  radical 
differences  from  the  general  population  also  exist.  The 
organization  is  heavily  skewed  towards  the  SJs,  which 
comprise  60  percent  versus  38  percent  of  the  gener*..! 
population,  and  NTs,  which  are  29  percent  versus  12  percent. 
The  SPs  and  NFs  are  a  small  minority,  making  up  8  and  3 
percent  respectively,  as  opposed  to  38  and  12  percent  in  the 
general  population. 
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The  psychological  typo  data  for  the  National  Defense 
University  (NDU)  Class  of  1987  was  analyzed  for  comparison 
to  the  AWC  types  and  temperaments.  (12:1-2)  Table  7 
presents  the  comparison.  Commonality  existed  between  the 
data  with  NDU  also  being  predominantly  ISTJ  (28  percent)  and 
ESTJ  (21  percent)  with  the  SJs  comprising  53  percent.  The 
major  difference  was  in  the  increase  in  the  Intultlves  with 
9  SN  mix  of  59  to  A1  percent  compared  to  67  to  33  percent  at 
the  AWC.  The  NTs  were  also  more  prevalent  with  36  percent 
versus  29  percent  at  the  AWC.  The  SPs  and  NFs  at  NDU  made 
up  approximately  the  same  11  percent  as  at  the  AWC  with  an 
almost  even  split  of  5.4  percent  and  5.2  percent 
res  ctively.  Looking  at  the  functional  preferences,  TJs 
one  igain  dominated.  The  TF  distribution  was  89  percent  to 
11  percent,  and  the  JP  distribution  was  79  percent  to  21 
percent  This  compares  to  the  88  to  12  percent  for  TF  and 
82  to  V3  percent  JP  frequency  at  the  AWC.  Therefore,  the  SJ 
leadership  style  and  ISTJ  type  appears  to  be  the  classical 
military  profile  for  the  other  services  as  well  as  the  Air 
Force . 

One  implication  for  senior  Air  Force  leadership  is  a 
potential  conflict  between  managers  with  different 
leadership  styles  in  trying  to  Implement  the  proper 
organizational  culture.  SJs  are  rigid,  sequential  thinkers 
who  desire  closure  on  situations  in  the  present.  NTs  are 
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TABLE  7 


Comparison 

of  Types 

and  Temperaments 

AWC 

vs  NDU  vs 

Population 

Functional 

Preferences 

AWC 

HDU 

Population 

E 

522 

45% 

75% 

I 

48Z 

55% 

25% 

S 

67% 

59% 

75% 

N 

33% 

41% 

25% 

T 

88% 

89% 

50% 

F 

12% 

11% 

50% 

J 

82% 

79% 

50% 

P 

18% 

21% 

50% 

Predominant  Tvoes 

ISTJ 

29% 

28% 

6% 

ESTJ 

23% 

21% 

13% 

Temoeraments 

SJ 

60% 

53% 

38% 

NT 

29% 

36% 

12% 

SP 

8% 

5.4% 

38% 

NF 

Source  (18:1  and 

3% 

12:1-2) 

5.2% 

12% 
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open-ended  I  creative  thinkers  who  desire  to  see  the 
possibilities  for  Innovative  changes  in  the  future.  The  SJs 
need  to  perpetuate  the  Int^tltutlont  and  their  desire  for 
certainty  and  conforalty  discourage  the  creativity  of  the 
NT.  This  situation  aay  drive  the  Intuitive  thinker  from  the 
organisation.  The  SP  adaptive  problen  solvers  and  the  NF 
people-oriented  catalysts  are  aaall  nlnorlty  groups  which 
may  not  survive  In  the  SJ  culture. 

Another  major  Implication  Is  that  the  SJ 
organizational  culture  may  be  less  apt  to  adapt  to  the 
rapidly  changing  environment  of  future  warfare.  They  also 
may  not  provide  the  vision  in  peacetime  to  create  the  force 
and  doctrines  to  meet  the  uncertainty  of  future  threats. 
Barriers  to  creativity  and  innovation  which  are  caused  by 
organizational  culture  could  preclude  solutions  to  the  tough 
challenges  of  tomorrow. 

Creation  of  an 

Innovative  Organizational  Culture 
The  creation  of  a  favorable  organizational  culture 
is  the  most  Important  factor  in  encouraging  innovation. 
Peters  and  Waterman  In  In  Search  for  Excellence  found  that 
Innovative  organizations  are  especially  adroit  at  responding 
to  changes  In  their  environments.  (23:12)  They  cited  eight 
attributes  of  excellent  Innovative  organizations: 

1.  A  bias  for  action — get  on  with  it. 
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2.  Close  to  the  custoeer — leern  froa  the  people  they 
serve. 

3.  Atttonoay  and  entreprenettrship<— foster  aany  leaders 
and  innovation t  encourage  practical  risk-taking,  and 
accept  a  reasonable  nuaber  of  alstakes. 

4.  Productivity  through  people— reapect  for  individuals 
and  treat  people  as  the  root  source  of  quality  and 
productivity . 

5.  Hands-on,  value  driven — basic  philosophy  of  the 
organisation  causes  achieveaents. 

6.  Stick  to  the  knitting — stay  close  to  the  business 
one  knows. 

7.  Simple  form,  lean  staff — simple  organisotlonal 
structure  with  small  staffs. 

8.  Simultaneous  loose-tight  properties — both 
centralised  around  core  values  and  decentralized 
operations.  (23:13-16) 

To  search  for  excellence  in  the  Air  Force,  senior 
leadership  murt  identify  and  implement  an  environment 
conducive  to  innovation.  Arthur  D.  Little  in  Its  report, 
Management  Perspectives  on  Innovation,  concludes  that 
"creating  a  favorable  climate  Is  the  most  Important  single 
factor  in  encouraging  Innovation."  (31:58)  Another  draft 
technical  report  on  Creativity  in  the  R  &  D  Laboratory, 
states  "environmental  factors  are  more  powerful  than 
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pvrsonal  quAlltivs— includint  cogaitlv*  abilltlaa  at  tha 
hlghar  rattgaa— in  producing  Innouatlra  aolutlona.**  (31:58) 
la  turn.  Innovation  than  produeaa  tha  calculatad  risk  taking 
and  eraativa  problaa  aolvlag  aaadad  for  aupariorlty  in 
aodarn  warfara. 

isx.  Sanior  Laadarahin  Actiona  kaouirad 

Tha  kay  to  aatabliahing  tha  propar  organiaational 
culture  is  laadarship.  To  ralaaaa  tha  potantlal  of  thosa  lu 
tha  system,  a  supportive  cllaata  must  be  developed  which 
stresses  decentralisation,  trust,  and  clarity  of 
orgaalz'.tlonal  vision.  Senior  leadership  must  create  and 
communicate  the  vision,  build  supportive  systems,  eliminate 
nonessential  requirements,  overwatch  the  evaluative  methods, 
and  exemplify  the  values.  (31:58)  NTs  are  best  suited  to 
be  visionaries  and  builders  of  the  required  systems. 

Leaders  can  establish  and  transmit  the  proper 
organizational  culture  by  their  actions  and  how  they  are 
perceived  by  others.  Primary  methods  for  cultural 
reinforcement  can  be  summarized  as  follows:  what  leaders 
pay  attention  to,  measure,  and  control;  leader  reactions  to 
organizational  crises;  role  modeling  and  teaching  of  others; 
criteria  for  rewards  and  status;  and  criteria  for  selection 
and  proaotlons.  (27:6) 

Senator  Jeff  Blngaaan  (D-NN)  has  recognized  the 
requirement  to  redefine  the  Job  of  the  career  public  manager 
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to  oncourago  futuro  loaders  to  taka  riaka  and  bo  Innovatlva. 
(2iS0)  SJa  ara  laaa  apt  to  ba  risk  takara  with  NTs  balng 
innoTStiva  and  tha  SPa  balng  adaptiaa.  Blnganan  usaa 
axanplaa  of  tha  intrapranaural  tradition  of  IBH  and  3N  which 
prowida  support  and  giro  autononj  to  ba  ianowatira  with 
Ilttla  Intorfaranca*  Ha  furthar  citas  tha  naad  for 
gowarnaant  laadara  to  ba  prose tiva,  conauaicata  objactlvaa 
to  tha  public,  and  daralop  an  axcallanca  to  ba  as  officiant 
and  affactiva  aa  poaaibla.  (2:S0) 

A  survay  of  fol.lowara  to  identify  qualitiaa  of 
loaders  with  high  aatiafaction  and  productivity  shows  that 
they  have  a  stylo  which  differs  froa  lass  affactiva  loaders. 
In  thinking,  they  have  a  different,  role  froa  those  they 
lead.  In  feeling,  they  care  about  people  and  getting  the 
job  done.  In  actions,  they  tell  people  what  is  expected  and 
then  evaluate  them  on  what  they  do,  not  on  how  they  feel 
about  them.  (14:30) 

In  order  to  develop  the  proper  culture  in 
subordinates,  senior  officers  can  follow  ten  steps  which 
will  create  an  innovative  environment. 

1.  Set  the  example — be  a  role  model,  technically 
competent,  and  act  consistently. 

2.  Communicate  clearly  both  ways — give  the  big  picture, 
establish  priorities,  and  communicate  values. 
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3.  R«qulrt  and  r«w«rd  Inltlatlv* — foat«r  It  and  you 
will  gat  It. 

4.  Nanaga  raaourcaa— >ao  aubordlnataa  hava  atabllity  to 
train  and  dawalop  paopla. 

5.  Sat  and  anforca  atandarda— -aatabllah  raaliatlc 
standards  and  hold  paopla  to  thaa;  raward  thosa  who 
aatt  thaa  and  raliawa  thoaa  who  don't. 

6.  Coach  and  taach — allow  alstakas*  but  teach  thaa  the 
basics  and  how  to  think. 

7.  Accept  risks  yourself — be  an  insulator  while 
encouraging  growth  of  your  subordinates. 

8.  Power  down-*-train  the  chain  of  coaaand. 

9.  Conduct  repetitive,  exact  training — be  innovative 
and  realistic  and  develop  leaders. 

10.  Develop  a  climate  of  trust  and  confidence- -maintain 
people  orientation  with  trust  and  loyalty.  (3:59- 
61) 

Leaders  control  the  organizational  culture  and  are 
the  key  to  an  Innovative  environment.  Senior  leaders  can 
make  the  organization  more  receptive  to  creativity  by 
several  actions.  They  can  loosen  the  structure,  leave 
people  to  their  own  devices,  provide  more  local  autonomy, 
encourage  intrapreneurship,  and  give  people  with  ideas  a 
chance  to  see  if  they  work.  (25:52) 
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The  next  section  will  examine  proposed  applications 
of  psychological  type  (MBTI)  and  show  how  It  can  be  used  in 
all  phases  of  career  management  to  develop  the  leadership  to 
establish  an  innovative  organizational  culture. 
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CHAPTER  V 


USING  MBTI  TO  DEVELOP  LEADERSHIP 
TO  SUPPORT  A  MODIFIED  CULTURE 
Psychological  type  as  determined  by  the  MBTI  can  be 
applied  In  all  phases  of  officer  career  management  to 
Improve  the  effectiveness  of  Air  Force  organizations.  MBTI 
offers  many  benefits  to  the  organization.  First,  It  offers 
a  logical  and  orderly  model  of  human  behavior. 
Administratively,  It  Is  based  on  easily  understood  theory 
and  Is  quick  and  cost  effective  to  administer. 

Individually,  MBTI  Identifies  strengths  and  weaknesses  of 
Individual  leadership  styles.  Organizationally,  It  builds 
an  understanding  of  the  organizations ' s  norms  and  culture 
while  providing  an  objective  framework  for  dealing  with 
conflict  or  differences  between  types  of  people.  (7:1) 
Proposed  applications  Include  the  gamut  from  career 
development,  management  development,  team  building,  and 
creative  problem  solving. 

First,  MBTI  can  be  used  In  career  development  to 
determine  people's  satisfaction  with  their  Job  choice  and 
their  preferred  work  and  people  environment.  (6:39) 
Research  at  Brandels  University  confirms  that  specific 
detectable  patterns  of  Individual  personality  and  tastes 
Increase  the  likelihood  that  an  Individual  will  enter  a 
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given  occupation.  (5:412)  The  HBTI  could  be  administered 
on  accession  or  during  the  initial  duty  assignment.  The 
knowledge  gained  by  the  individuals  of  their  individual 
preferences  and  the  general  characteristics  of  each 
psychological  type  could  help  them  better  see  if  they  are 
satisfactorily  suited  for  their  Job.  In  order  to  utilize 
their  potential  to  the  maximum  extent,  cross  training  or 
career  transfers  could  be  applied  for  on  the  individual's 
next  Job  rotation. 

Second,  the  MBTI  can  be  used  as  a  management 
development  tool.  It  is  proposed  that  the  MBTI  be 
administered  at  all  levels  of  Professional  Military 
Education  (PME)  including  Squadron  Officer  School,  Air 
Command  and  Staff  College,  and  the  Air  War  College.  The 
results  can  be  used  in  the  command  and  leadership  portions 
of  the  curriculum  as  a  self-assessment  of  individual 
leadership  styles,  strengths  and  weaknesses  of  their  type, 
and  to  recognize  the  different  views  and  contributions  of 
people  with  different  psychological  types.  (6:32)  MBTI 
could  also  be  helpful  in  a  better  understanding  of  self  to 
facilitate  management  development  discussions  of  decision 
making,  problem  solving,  and  Interpersonal  communications. 

Third,  the  MBTI  can  be  used  as  a  powerful  tool  in 
team  building.  It  is  proposed  that  MBTI  results  be  used  in 
identifying  and  selecting  the  right  type  of  person  for  key 
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staff  and  comaand  poaltlona.  Major  Ganeral  Perry  Smith 
says,  "The  Myers-Brlggs  Psychological  Type  Indicator  Is  also 
useful  In  Identifying  individuals  who  are  comfortable  with 
long-range  planning.  Individuals  who  score  high  in  the 
"Judging"  category  tend  to  make  good  planners."  (29:18) 
Another  potential  use  would  be  to  develop  complementary 
command  relationships  between  the  Commander  and  the  Vice 
Commander  as  well  as  additional  Deputy  Commanders  for 
Operations  and  Maintenance.  The  MBTI  could  be  used  to 
identify  strengths  and  weaknesses  of  the  command  team  and  to 
resolve  problems  between  team  members.  (6:36)  It  is 
especially  important  in  providing  insight  into  the 
individual  gifts  and  contributions  that  each  member  brings 
to  meet  the  organization's  mission  and  goals. 

The  fourth  proposed  application  of  MBTI  is  to  be 
used  as  a  tool  for  creative  problem  solving.  As  mentioned 
earlier,  innovation  or  the  ability  to  adapt  to  change  is  a 
critical  asset  for  the  successful  pursuit  of  modern  air 
warfare.  One  way  to  overcome  this  weakness  is  to  develop 
creative  skills  through  creative  problem  solving.  MBTI  can 
be  used  to  show  the  perceptive.  Intuitive  way  to  discover 
many  possibilities,  encourage  brainstorming,  and  open  the 
exchange  of  ideas  rather  than  the  critical  Judgment  of 
finding  flaws  and  conformity  of  traditional  problem-solving 
approaches.  (6:45)  Through  a  greater  understanding  of  the 
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creative  process,  the  leader  also  should  be  aore  conducive 
to  fostering  the  organisational  culture  which  will  encourage 
Innovation  and  creativity  which  Is  necessary  to  meet  the 
challenges  of  future  warfare. 
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CHAPTER  VI 


CONCLUSIONS 

The  understanding  and  application  of  psychological 
type  as  determined  by  the  NBTI  is  an  important  tool  for 
effective  leadership  In  the  Air  Force.  It  provides  a  way 
for  appreciating  differences  between  individuals  and  the  way 
each  of  us  think  and  act.  It  provides  greater  understanding 
of  leadership,  which  Is  the  most  essential  element  of  combat 
power,  and  spells  the  difference  between  victory  and  defeat. 

To  meet  the  challenge  of  future  warfare  with  Its 
unparallelled  complexity  and  rapidly  changing  technological 
environment,  tomorrow's  leaders  will  have  to  be  innovative 
and  creative  to  adapt  to  this  environment.  The  future 
leader  must  be  more  visionary,  a  bigger  risk-taker,  and  more 
intuitive.  The  creation  of  the  proper  organizational 
culture  Is  the  key  to  foster  the  Ideal  leadership  required 
for  future  success.  Leadership  can  and  does  make  the 
difference  by  establishing  the  Innovative  culture  which  will 
release  the  human  potential  of  followers. 

The  results  of  the  MBTI  given  to  AWC  officers  shows 
a  predominance  of  over  52  percent  who  are  traditional 
organizers  (ISTJ  and  ESTJ)  whose  primary  leadership  style 
establishes  an  SJ  (sensing  Judging)  organizational  culture. 
The  major  weaknesses  of  this  group  are  being  resistant  to 
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change,  having  an  averalon  to  rlak,  and  being  less  capable 
of  focusing  on  a  vision.  These  characteristics  would  be 
more  prevalent  in  the  intuitive-thinking  officers  with  the 
NT  leadership  style.  However,  this  group  only  represents  29 
percent  of  the  class.  The  Implication  is  that  in  the 
rapidly  changing  environment  of  the  future,  the  leadership 
may  be  less  apt  to  have  the  creativity  or  adaptability  to 
meet  the  challenges  of  complex  modern  warfare. 

The  MBTI  can  be  applied  to  all  phases  of  management 
of  the  career  officer  force  to  improve  the  effectiveness  of 
Air  Force  organizations.  First,  it  is  proposed  that  it  be 
used  in  career  development  on  accession  or  during  the  first 
term  of  assignment  to  insure  satisfactory  placement  in  Job 
assignments.  Second,  it  is  proposed  to  be  expanded  at  all 
PME  schools  as  a  management  development  tool  for  self- 
assessment  of  leadership  styles.  Third,  NBTI  is  proposed  to 
be  used  in  team  building  to  identify  and  match  the  right 
type  of  person  in  key  command  and  !;taff  positions.  Last, 
the  MBTI  could  also  be  used  as  a  tool  to  develop  more 
creative  problem-solving  techniques  which  will  be  helpful  in 
establishing  a  more  innovative  culture  to  meet  the 
challenges  of  the  complex  environment  of  future  warfare. 
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